Improving Applicant Interviewing Using a Behavioral-Based Questioning Approach
A jOb interview can be a valuable tool for hiring decisions. The purpose of an interview is two-fold: it affords the manager an opportunity to assess the candidate's skills and abilities to perform the particular job, and it allows the candidate to assess the job, the organization, and the manager. In many organizations, the interview may be the primary tool used for employee selection. However, not all managers have the skills to elicit information from candidates to predict whether the person will be successful in the job.
Conducting effective job interviews is a skill that can be learned (Accel-Team, 2005 ; National Association of Colleges and Employers, 1995) . Knowledge of effective interviewing techniques can help occupational and environmental health nurse managers improve their skills. The purpose of this column is to discuss techniques for occupational health nurse managers to use when interviewing potential staff members to increase the possibility that appropriate candidates are selected-individuals who will be successful in their jobs.
PREPARING· FOR AN INTERVIEW
Before preparing for the actual interview, the interviewer must be sure the information on the candidate's resume has been confirmed. Although research has not conclusively determined how much misrepresentation is commonly included in candidate resumes, estimates range from 15% to 30%, with the most common inaccuracies being bogus degrees and honors, incorrect employment information, and false salary information (Burnett, 2000) . State nurse licensure must be checked. Many states provide licensure verification online. Nursing certification and educational information should also be verified by the college or credentialing organization. References should be contacted.
ABOUT THE SECTION EDITOR
The resume should be reviewed for common areas of interest, lapses in employment, and overall experience to identify areas to probe during the interview. Next, "script" the interview, briefly detailing content from the introduction to the conclusion. Using the resume and job description, the interviewer should write out the questions to be asked, including the behavioralbased questions. Also, the interviewer should plan enough time to obtain all of information being sought and to allow the candidate to ask questions.
CONDUCTING THE INTERVIEW
When interviewing the candidate face-to-face, the meeting should be conducted in a private office to ensure confidentiality. The interviewer must not allow interruptions (e.g., telephone ringing) if at all possible (the same is true for telephone interviews as well). The interviewer should put the candidate at ease and try to establish rapport, perhaps mentioning a common interest or experience. The interviewer must be disciplined, adhere to the agenda, and avoid extraneous talk (e.g., weather) that may get the discussion off track. The interviewer should not be afraid to politely interrupt to get the discussion back on track if needed. The interview should be used to promote the company and the job. The Side-bar on the top of page 150 provides a sample interview agenda.
BEHAVIORAL QUESTIONING
Behavioral-based interviewing was developed more than 25 years ago. It is defined as analysis of a candidate's potential ability by examining skills used in past job performance. The premise of behavioral interviewing is that past job performance is the best predictor of future performance (Wasserman,2000) . When an interviewerasks questions that can be answered with a simple yes or no, or uses other closed-ended types of questions, candidates can usually give interviewersthe answers for which they are looking. Behavioral-basedquestioning allowsthe interviewerto more effectively determine the candidate's knowledge, skills, and abilities. Requiring candidates to describe how they acted in a particular situation (e.g., "Describe a situation when you had to address an upset employee.") gives the interviewer much better information about how the candidate will perform in the job.
One of the keys to successful behavioral-based questioning is determining the critical competencies (i.e., skills, abilities, knowledge) required for the job ahead of time (Wasserman, 2000) . For example, if the manager is interviewing for an entry-level occupational health nurse position in a manufacturing setting, a critical competency may be current knowledge of care for soft-tissue injuries. If the position is for an administrative assistant, a core competency may be knowledge of database systems. The position description for the job in question should contain information about requisite competencies. The American Association of Occupational Health Nurses (AAOHN) has developed competencies in nine categories (e.g., Clinical
Suggested Agenda for Candidate Interview
• Introductions
Take 5 to 10minutes to introduce yourself, put the candidate atease, outline the process for the interview, and mention that you will be taking notes (National Association of Colleges and Employers, 1995).
• Describe the Job in More Detail Take afew minutes to provide additional information about the job. Ask if the candidate has any questions before proceeding.
• Briefly Review the Candidate's Work History Obtain additional information about jobs listed on the resume, clarify any information that is unclear, and probe reasons for job changes and employment lapses (Accel-Team, 2005).
• Behavior-Based Questioning Before asking the behavioral questions, prepare the candidate for the type of questions you will ask.
• Ask forQuestions from the Candidate Be honest when answering questions about the company, the job, and other issues-even if it means losing astrong candidate.
• Conclude the Interview Let the candidate know what the next steps are, what the time frame is for making a decision, and when the person will be contacted. .
• Record Information from the Interview
As soon as the interview is concluded, review your notes and complete an evaluation form or document your conclusions and recommendations.
and Primary Care, Case Management) for occupational and environmental health nursing practice (AAOHN, 2003) . The AAOHN Competencies can be used when developing job descriptions and preparing for occupational and environmental health nurse candidate interviews. Before embarking on behavioralbased questioning, it is a good practice for interviewers to tell the candidate that they will be asking a series of questions that require the candidate to recollect specific circumstances or situations he or she has encountered in the past. The interviewer should tell the candidate it is okay to take some time before responding. If candidates cannot thinkof a work situation that fits the question, the interviewer may suggest they use an example from their personal experience.
It is important to obtain as much detail as possible when asking behavioral-based questions. If candidates' first description of their experience is not specific enough, the interviewer
Examples of Behavioral Questions
needs to probe further (e.g., "Please tell me a little more about that situation?"), or ask for specific information to verify the experience ("How much savings was realized by implementing that change?"). Behavioral-based questioning will take longer to complete than questions that can be answered more simply. A sound practice is to allow 5 to 10 minutes or more per question (Wasserman, 2000) . The Sidebar below contains a list of behavioral-based interview questions.
Sample Question Critical Competency
• Give me an example ofa case when the physician's plan of care did notmatch current treatment guidelines.
• Describe a situation when you became aware ofa health or safety hazard in the workplace.
• Tell me about a project that you managed from start to finish.
(Interviewer may want to probe how project was initiated, goals set, project evaluated, team involvement, etc. if necessary.)
• Please describe an employee training program you developed.
• Give me an example ofa situation when you had to abide by a policy that you did notagree with.
• Tell me about atime when you had too many things to do.
• Can you describe acircumstance when you had tomake asplit-second decision?
• Describe a situation when you felt confidentiality ofemployee health information was compromised. 
LEGAL ASPECTS
Most occupational health nurse managers are aware that pre-employment interviews are regulated by various laws such as the Americans With Disability Act (ADA), Equal Employment Opportunity Commission (EEOC) regulations embodied in the Civil Rights Act, and the Age Discrimination in Employment Act (ADEA). A thorough discussion of the laws regulating pre-employment inquiry is beyond the scope of this column. If managers are not knowledgeable about legal issues, specifically what questions can or cannot be asked during a pre-employmentinterview,they should seek guidance from human resource professionals in the company and review the pertinent regulations.
To help minimize the possibility of discrimination in the interviewing process, it is suggested that all candidates be interviewed using the same process, and, if possible, using the same list of questions (Niewenhous, 1996) . It is also '''....',,"''''',.; .. '''~.'''.,,' ."""","":'~"."~,, " .. ,,",... ,
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important to complete written evaluations for all candidates, whether hired or not. For consistency, one should use a uniform, reliable evaluation and rating form for all candidates. When recording the evaluation and recommendation, the interviewer should beas preciseas possible,focusing on specific information (e.g., "provided good example of comprehensiveprogramplanning") ratherthan generalities (e.g, "seems average"). If more that one person is going to interview the candidates, have all interviewers use the same evaluation form (National Associationof Colleges and Employers, 1995).
SUMMARY
Selecting thecorrect person forthejob iscrucial foroccupational health nurse managers. A successful interview takes timeto prepare andimplement A structured, wellplanned interview using behavioral-based questioning can significantly increase the amount ofinformation a manager hasavailable todetermine howa potential candidate mayperform intheintendedjob.
